
DOCUMENT RESUME

ED 087 120., EA 005 863

AUTHOR ArVeson, RayMond G.
\

,TITLE Implications of. Decreasing Student Enrollments.
PUB DATE. ,26 Feb 74 .

I

NOTE 4p.;. Paper, presented at American Association of
School Administrator's Annual Convention .(106thi
Atlantic City, -New Jersey, ',\ February 22-26, 1974)

EDRS PRICE 'MF-$0.65 HC-$3.29
. \

DESCRIPTORS Educational Finance; *Educational Planning;
,EducationalQuality; Elementdry Schbols; *Enrollment
Trends; *School Closing; Schobl Personnel; Speeches;
*Student Enrollment

\
/

/

'ABSTRACT
; \

In this speech, the author explbres some of the
implications of decreainq 'school/enrollment, while emphasizing the
need for study and planning, suggesting some strategies and course's
of'action, and indicating.some cOncerns. TopicssConsidered include
reducing the number of sXhool personnel, educatiOnal.finance, and the
quality.of educational program8./ The author analyes,.in'Some detail,_
the process of closing a schoollshould a decline in enrollment'-
warrant such a closure. (AUthor/DN) 1
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The explosively rapid growth of Californials school.enrollment during the'501a and 601 s
conditioned School administrators to' the burgeoning population syndrome. The remarkably
.exce:lient accommedation to that growth, syndrome will long stand as a tribute' to the ingenuity

of California:1s school administratop.-

Now administrators face the challenge of a new and enigmatic phenomenon, the "shrinking
school district,". 'fetal Public school enrollment decreased in California. during the
1971-72 school year:for the first time in recent California educational history. In !a.

Sacramento press conference on September 12, 1972; State Superintendent of Publid lnstru'etion.-
Wilson Hiles reported that Californials K-12 school poPulation this year would be 382000
pupils less than it was in the 1971-72 school year; and that the decline could be expected
to

b
continue until 1978, when it would level off and begin a gradual increase. State.Dopart-

ment of Education reports indicate that 39 school districts had an enrollment decrease of
over 500 pupils between 196940 and 1971-72; during that same period of time 107 diStricts
had decreases ranging from 50 to.500'pupils.

.J-
.

, There are .multiple. causes of the.enrollment.decline. The prime cause would appear to be the
,decreasing birth ante; the United States Public Health Service reports that the.birth rate
has been decreasing steadily since 1958, and is now at the lowest rate since records
started being kept. -Other general factors affecting school enrollments incladd the
decelerating immigration into California, the .maturing population, cost and shortage of
hodeing, population shifts (e.g.,,the flight to the subUrbs), industrial deelopment
decline, freeway.construction and rapid transit systems

:The trend to lower school enrollments is clear and' the ramifications of this phenomenon.
are being experienced by an increasing number of school districts across the state. The
purpose of this Management ACtion Taper i6 to explore Some of the implications. of
decreasing school enrollmentlemphasize the need for study dnd planning, sugfgest some
strategies and courses of acition,- and indicate some cautions. Particular emphasis will be

given to examining in some detailthe.procass'of closing a school should that become
necessary.

.IIt1s.Hanpening in Hayward

The Hayward area grew _rapidly in the two decades-from the mid-forties, with acorrespondingly-
nrapid growth in' the schOol population. Then, _in 1967 the enrollment began to decline at an
.1iaccelerating rate; in the last five years the school enrollment.in theHayward-Unified School.
4utistricthas\decreared by 5,000 pupils.. This circUmstincehas brought with it a multi-
)1..,plititY of problemS in the areas.ofstaffing, financing, educational programs, utilization
7=4ofschool facilities, and communicetions.
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Reducin-, the Personnel Complement'

Fewer_Studentp usually mandates fewer staff members, primarily because of the .financial
implications. This 'has been the case in Hayward. With the loss of students, it-became
necessary to reduce the number of cliassified and certificated positionS.' ReductiOn of the
classified staff requires advance planning; however, except in extreme cases it can be
accomplished through normal attrition and the use of substitutes. Decreasing the
administrative staff.can'be. handled ih-Most cases thrOugh attrition and reassignments.
This, too, calls for careful and extensive advance planning. Reduction of the teaching

. staff is an incredibly intricate process.' The administrator in chaiye of certificated
iersonnel must be thoroughly knowled;eable of the Education Code'sections pertaining.
to the reduetiOn of probationary. and Termanent Certificated employees caused by a decline
itt.,AVerac;e daily attendance (note particularly EC Sec. 1326413263, 13443 and 13447).
The process shcyJld never be undertaken,without coMprehensive consultation with the County
CoUnsel. It i worth noting.that the determination of the order of-ewloyment, an essential)
proco'dure in staff reduction', can apparently be accomplished with the least trauma by
having onindependent auditing-firm randomly assign numbers to eholo::ees that determine
,their order of emPlo:;hent (EC Sec. 13263).

Financial and Budretar Concerns.

.
.

.
. . .

'Decreasing numbers of students invariably .brings with it perplexing financial problems,
particulF_rly in medium and low-wealth school districts. ...Fewer student's means loss state
income: Those distriel:s that, receive equalization aid and supplemehtal,support Suffer a
double loss if their forMula changes-because of the increased astessed.vaination per ADA.
An adequate stpte-guaranteeTbase of support for each pupil appers tole.the logicni answer..
to this dilea; the Scr:rano-Priest case should be a mandate to the legislature for such a
sclution. .

.
.

.

. .
. .

Ever comol?x,-budgeting becomes even more intricate in a "shrinking school district". Because

finanoinr tn! districtis-so depen&ent on the number of pu!ils, aocUrate projections are
..i!itti7c.. 'T'eware. of ove-projecting; there are dire consequences, most impertant of
which.are overstaffing and leSs of anticinatcd and'budgetsd state. income :Reserves may not .

he adecluate to compensate4for ever-projec4on errors. There are many projection techniques'.

in use'. It Will 'be essential.for staffs Of'"shrinl:ing school districts" to analyze them
and utlizethe procedure that best fits their. districts.

EdUcational. Pro,,ram

What happens and what could happen to the educational program and to cdueational services
in districth with sharply declining enrollments deserveS extensive and special. attention,
much more than can 'be given in this Paper. Districts that have,coped with the enrollment
decline and the attendantfinancial problehs have become all too faMiliar,with the }.Yord

"curtailment." Tt has. become necessary to 'eliminate educational pro::;rems and services in

order to exist. Numbers of classes offered to high school students, number. of'class
offerings,:counseling, consultant, psychological and nursing services and music programs.
a-ro among the:many reductions that ha .e been made. in shrinking districts."

The important message in the. cruciel area of educational prograMs is to study thoroughly and
plan caxefallly for the implementation of curtailments; if and when they have, to\be made.
All the options.and alternatives. should.be .known' end considered. Extensive staff and
communjAy.involyemcnt is important.' Strategies for deActmining priorities are available
and successfully in: use; they should be discovered and Utilized.

more
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Opening a nj.; school is a joyful event. Students, parents and staff members are delighted
to ha re their own new school. Most of you have experienced this happy circumstance
-directl?r or;vicarieusly. Parents, and staff too, develop a very real proprietary and provinc-
ial interest `in their school. i=gine then, if you havenite:xporicneed-it, the sense of
lass, and the `strength of the segative-feelings when the parents and school personnel are
informed that their school may, be closed and that their children will hare to attend
another school. It's a situation potentially fmught with tension and trauma. Mishandled,
the project may fail or leave Scars of bitterness that are slot.' in disappearing.

It has been neccs:ary to close four elementary-Schools in the Hayward. Unified School District'
in the lstj,we, years. .Two.elementary schuols were closed tWeyears ago., and tLo more have
been closed for the current school year. Although tho schools have been-discontinuod as
'elementary schools, they :have nut leen'closed, but have been put to other. uses. Two of
them are b:Oin used a c continuation high schools,- one is a day adult school, and the fourth
will be a children's center.

Yany lessons were learned from the painful e::nerience of closing-the first two schools.
necessiL for closin:: some schools had been discussed for -more than a :/ear, the

Board of T:c;acation did not t,lhe the final action to close the first we schools until the
spring? of 1970. Then the closing was not fully resolved until the end of the school year
because tho.deedsion was taken to court by a group of parents. The judge ruled in
favor of the District and the two schools were closed-a-s-olcmcntary schools for tne 1970-
71 school yeer.

The decision proved to ;e a wise one and' the prwits have been very iwallsatisfied with
the new school arrangementsfortheir children. Rather than:recountall of theerrors.and
pitfalls' in the first episode,.let Us move to consider the procedures that Wore fellowed with,
good success the second time around.

. .

It was apparent, after closing the first two schoolsOhat:the school enrol, merit Would
continue to decrease and that it -,,;ould he pecessf,J7.toiclOte additional schuu1S. .Consebuently;
this information. was immediately domm.Anicated to the entiradommunity through p'.irent news
letters and the. -cress. It was decided. .at tint time that ne'additional schools wo':ld be-elb2e:l.
during -the nc.%t school year, and that a comprohenSive -study would be. L,T,de, with -tentative

to,clese-at least two more schoolS for the 1972 -73 school year,

Early. in. the 1970-71 school yL:lerl- a committee 'wa, appointed to mRke.a study of eIeMentary.
schools an projected school enrollmentsto determine whiCh schools ,should be considered

ole;.;:entary principals and several District staff members conducted the.
ntUd,,. The Committee uSed a survey questionnaire to gather the necessary research data...

TWresUlts of-the survey were analy7led- and-utilized to.Tormulate the recommendations,
and' -ration%le for,the dosing- of addit'ionelementaryschools: At complete 'report Was made
tojthe Board of Education iPthe fall of .19'71. Three schoolowere to be considered for
closng nod the procedures. for fUrther consideretionwere announced. Separato meetings, would
be hold with the staffs and parent:: of each school :being considered before the Board' of
'Education took action to Close any of.the schools. .

The' stAff and parent meetings were arranged !Ind-several District staff members attended
each meeting; the Su.,erintendent ::crved-as.chairan of the parent Meetings. Written
invit,,itionS to th6 *tine were sent to each p:;rE-nt by the school principal and the
maotins hold(at\the'schools under coniderution. loodless to 8ay, th6 meetings were'
well attended. Following.an.initial informational preseutation, the balance the meetino
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was devoted-to quostion :Ina answer and discussion period. Everyone who wished\te spcak
was given the :opportunity. The meetings lasted about tWo hoursand although numerous..
nettive reactions Were cypresccd, there was general understanding' of tlic problems.
faced by the Ditrict and. an acceptance, of the fact that zome:schools would have to be
closed. The announcement was made at each beeting ;that parents and staff members- woald,
be informed of final recommndations, and that the would be given the opportunity.tO be
heard by theToard of:Education before the. Board ade itb.docision.

In Pebru.ary of 1972. the Board of Education met for final consideration of the matter-. It
WETS r:commendod tilat.two eleMentary schools he closed. for the 1972-73 Scnool year. No one
cane forward to speak against the recsendation srA the Board took the necessary action.
Str:.ff mzimbers then proc.ecl with the orientation of students and .T.:arents:, and' the implement-
atde.a and closing of the tIA) schools. A well planned and orderly transition was Made.

It s:hoqid be noted that parents in recently unified school districts can block the action
of the. Board of I':ducation by having:one-third of the parents in the attendanlac..1,-1
schoorto be closed sign a uetition requesting continuance Of the school (EC 1,f6)1.1.7

. Eort:; have been made to change this Cede Section, but they have been un:lac:cesSful. It
ehonad be chan:::ed Eecause it waS not meant to apply in the present context of a declining
school enrollment.

The closi.ng of a school will Seldom, if ever, be an easy probess. It can be facilitated,
neweer; with a well-definA plan of action. i.iin3mallyi this plan should include the

fClujing stot),::

1. MeqUate .initial communication :./. .
.

. , .

.

2. An adaevate 'period of :time for coMprehensive Study. and planning
,'
,,,, Public announeemontof.tentativc recommendations
4, Public hcal:in;t:s'at the. scf.lool sites. .

5. -Abulic hearini.: uc or the Board of EduCatjon

6, 1.1021d6fined pricnti.tion and transitionl.plns.

r. A humane and nnderstanding approach,to the process

tilt


